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Abstract 
Enterprise architecture (EA) provides an integrated representation of an organization’s current and 
desirable future business capabilities, processes, systems, data and IT infrastructure. EA can interact 
with and enhance other organizational capabilities, including business transformation capabilities. De-
spite significant interest and investment in EA, there is little understanding of how EA can augment 
other organizational capabilities. In this research in progress paper, we focus on the role of EA in 
augmenting a firm’s business transformation capability. We conceptualize a synergistic relationship 
between EA and a firm’s business transformation capability and the emergent EA-enabled business 
transformation capability. We propose a research model that uses synergy and EA-enabled business 
transformation capability to explain how transformation outcomes and organizational benefits can be 
enhanced using EA. We argue that EA capability can lead to the exploitation of existing resources by 
sharing and reuse of assets and exploration of new capabilities by reconfiguring and integrating re-
sources. At an organizational level, EA can increase flexibility, agility and business-IT alignment. The 
model forms the basis for planned mixed method empirical work combining case studies and a survey.  
 
Keywords: Enterprise Architecture, Synergy, Systems theory, Business value. 
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1 Introduction 
Enterprise Architecture (EA) provides an integrated representation of the current and desirable state of 
an organization’s business and IT landscape (Lange et al. 2015), together with a road map to achieve 
the desired future state. EA uses diagrams, roadmaps and other architecture artefacts to represent the 
business capabilities, processes, systems, data and IT infrastructure within an organization. EA aims to 
align IT systems and digitized business processes with the high-level business strategy of the organiza-
tion (Ross et al. 2006; Zachman 1987). In doing so, EA can contribute to organizational agility, and the 
effectiveness and efficiency of business processes (Frampton et al. 2015; Lange et al. 2015).   
Although recent research has highlighted the importance of EA in initiating, executing and assessing 
business transformation (Aier et al. 2014; Simon et al. 2014; Tamm et al. 2015), little research has 
theorised and empirically tested the impact of EA as a capability in business transformations. Hence, 
we seek to examine the link between EA capability and business transformation capabilities. We define 
EA capability as the ability of enterprise architects in providing EA services (e.g. capability gap analy-
sis) to different business areas using EA artefacts (e.g. capability models) (Frampton et al. 2015). Busi-
ness transformation capability is an organization’s ability to reconfigure or standardize its resources, or 
build new processes and systems to better compete in a rapidly changing environment.   
We have two motivations for this research. First, we seek to understand the synergy between EA capa-
bility and business transformation capability. In isolation EA capability delivers minimal value to a firm. 
However, when the EA and business transformation capabilities are synergistically related (Asadi 
Someh and Shanks 2013a, 2016), they mutually reinforce each other, leading to outcomes greater than 
the additive effect of the individual capabilities. This is consistent with the process (Melville et al. 2004) 
and systems views (Nevo and Wade 2010) of the business value of IT resources. From the process view, 
EA capability creates business value by augmenting other organizational capabilities to create higher-
order EA-enabled organizational capabilities (Bharadwaj 2000; Mithas et al. 2011). From the systems 
view, EA-enabled organizational capabilities emerge from the synergistic relationship between the two 
lower-level capabilities (EA capability and business transformation capability) (Asadi Someh and 
Shanks 2013a; Nevo and Wade 2010). However, little is known about how a synergistic relationship 
may form between a firm’s EA capability and its business transformation capability, leading to the 
emergence of an EA-enabled business transformation capability, and ultimately business benefits. 
Second, we seek to identify and operationalize a set of performance measures that are affected by EA 
capability. Recently, there has been a growing interest from academics and practitioners to justify the 
investment in EA capability and the organizational performance measures that are affected by EA capa-
bility (Frampton et al. 2015; Lange et al. 2015; Tamm et al. 2011). However, little evidence exists about 
the value of EA and most of the success stories are anecdotal. Particularly, there is limited theoretical 
research that identifies and robustly measures the benefits from EA (Lange et al. (2015) is an exception). 
Consequently, the benefits of EA as a capability remain poorly understood. We aim to use the concept 
of synergy to link EA capability with business transformation capability and explain the subsequent 
creation of organizational benefits.  
The paper is organised as follows. We first discuss the background of the study, including EA, business 
transformation and synergy. Next, we develop two theoretical constructs to conceptualize the relation-
ship between EA capability and business transformation capability: namely, synergy, and EA-enabled 
business transformation capability. We then propose a research model that explains how synergy be-
tween EA capability and business transformation capability can lead to a higher-order EA-enabled busi-
ness transformation capability. We conclude the paper with directions for future research. 
2 Background 
In this section we review three relevant areas of the literature and synthesize them to develop our re-
search question. First, we conceptualise EA as a service provision capability. Then we discuss the busi-
ness transformations that EA can enable. Finally, we discuss synergy as a useful concept for explaining 
how a firm’s EA-enabled business transformation capability emerges. 
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 Enterprise Architecture as Service Provision 
We use the notion of Enterprise Architecture Service Provision (Frampton et al. 2015) to conceptualize 
EA capability. This is more than just the traditional view of EA, which focuses on the creation and 
collection of EA artefacts and business processes (Ross et al. 2006). EA service provision capability 
emphasizes the advisory services that enterprise architects can provide to business. Hence, we define 
EA capability as the extent to which enterprise architects are able to communicate an integrated repre-
sentation of an organization’s business and IT landscape using the organization’s EA artefacts (e.g. 
capability models etc.), together with guidance and roadmaps to achieve the organization’s desirable 
state (Frampton et al. 2015; Lange et al. 2015; Toppenberg et al. 2015). Recent literature has acknowl-
edged the importance of advisory services to organizations that utilize EA (Frampton et al. 2015).  
 Enterprise Architecture and Business Transformations  
EA plays an the important role in enabling business transformations (Aier et al. 2014; Tamm et al. 2015; 
Toppenberg et al. 2015). We go beyond the IT-centric and business process view of the EA (Ross et al. 
2006) and argue that EA can play a key role in initiating, guiding and assessing business transformations 
(Aier et al. 2014; Tamm et al. 2015). Theoretically, business transformations can be explained using 
dynamic capabilities (Teece et al. 1997). Dynamic capabilities involve modifying, renewing and recon-
figuring organizational resources to respond to changes in turbulent environments (Pavlou and Sawy 
2011; Pavlou and El Sawy 2010; Teece et al. 1997; Wheeler 2002). We adapt a dynamic capability 
theory called the Net-Enabled Business Innovation Cycle (NEBIC) (Wheeler 2002) to explain the role 
of EA in the business transformation process. NEBIC is an applied theory that includes four broad or-
ganizational capabilities required for transformations including (1) identifying IT-enabled transfor-
mation options, (2) matching these options with economic opportunities, (3) executing business inno-
vation for growth and (4) assessing customer value. Adapting the NEBIC capability areas, we define a 
business transformation capability as the ability of an organization to reuse or reconfigure organizational 
resources by identifying IT-enabled transformation options, prioritizing these options be matching them 
with economic opportunities, implementing selected IT-based transformation solutions and assessing 
the value of the implemented solutions. We argue that EA capability can influence the four capability 
areas of business transformation capability, leading to EA-enabled business transformation capability.  
2.2.1 Enterprise Architecture and Synergy  
EA capability interacts with other organizational capabilities and if the relationship is synergistic, 
higher-order EA-enabled organizational capabilities emerge from the relationship (Nevo and Wade 
2010). The concept of synergy is based on systems theory which involves interacting parts and the 
wholes that emerge from interaction (Burton-Jones et al. 2014). When the EA and other organizational 
capabilities are synergistically related (Asadi Someh and Shanks 2013a), they mutually reinforce each 
other, leading to  the emergence of new capabilities that did not exist in the individual resources. EA 
capability and business transformation capability inherently belong to different communities of practice 
(Wegner 1999). EA people are typically not expert in business transformations and business transfor-
mation people (i.e. people working in organizational units with titles such as continuous improvement 
or business transformation or similar labels) are typically not trained in EA goals and artefacts. However, 
they can interact and together create an EA-enabled business transformation capability, which is a trans-
formation capability that is facilitated by EA goals, artefacts, and people. To date, there is little known 
about how synergy can help to develop an EA-enabled business transformation capability and subse-
quently influence organizational outcomes. Therefore, we ask: How does synergy between EA capability 
and business transformation capability contribute to transformation outcomes and, ultimately, organi-
zational benefits? 
3 Theoretical Development 
In this section, we develop two constructs to answer the research question: EA-enabled Business Trans-
formation Capability and Synergy between EA capability and business transformation capability.  
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 EA-enabled Business Transformation Capability  
EA-enabled business transformation capability captures the extent to which EA informs and enables a 
business transformation capability. We adapt the four capability areas from NEBIC (Wheeler 2002) and 
explain how EA informs each capability area. As the NEBIC theory has both a process view and a 
variance view it provides a foundation for our rich and multi-dimensional construct, EA-enabled Busi-
ness Transformation Capability. We explore below the four dimensions we derived from NEBIC. 
3.1.1 Identify new IT-enabled Transformation Options  
EA capability uses artefacts (e.g. as-is and capability models) to represent the current business and IT 
capabilities in an organization. The EA artefacts can help to identify problems, gaps in capabilities and 
inefficiencies associated with current business processes and IT systems throughout the organization. 
EA capability can identify IT-enabled transformation options that would (1) exploit opportunities for 
asset sharing and reuse of existing business processes and systems or (2) explore opportunities for re-
configuration of resources and creating new capabilities, business processes and systems (Bernard 2005; 
Tamm et al. 2011; Toppenberg et al. 2015). EA capability can provide and communicate IT-based trans-
formation options that are aligned with the overall business strategy (e.g. by developing to-be diagrams) 
(Tamm et al. 2015). In doing so, EA capability can go beyond just defining the vision for IT, and support 
business managers in framing the vision for the business (Simon et al. 2014).  
3.1.2 Matching Economic Opportunities with EA Transformation Options  
EA capability can use EA artefacts to assess the value, feasibility and viability of IT-enabled business 
options and prioritize them. EA people can use roadmaps to represent the transformation journey asso-
ciated with each IT-enabled transformation option. Communicating with executives and senior manag-
ers is the key to justifying the value and feasibility of each transformation option. Moreover, communi-
cation with business executive enables a common understanding of the preferred future solution (Lange 
et al. 2015). This can lead to the selection of viable transformation solutions.  
3.1.3 Implement EA Transformation Solution  
EA can contribute to implementation of the solution by (1) providing structured and appropriate gov-
ernance of the transformation activities and responsibilities (Ross et al. 2006), (2) providing guidance  
for on-going projects during the transformational journey (Tamm et al. 2015), and (3) translating and 
communicating concepts, goals and approaches to enable a common understanding with different stake-
holders in a variety of projects and programs (Boh and Yellin 2007; Lange et al. 2015).  
3.1.4 Assessing Value using EA 
EA can help to assess the value of a business transformation by using EA artefacts and by interacting 
with different stakeholders (Abraham et al. 2015; Boh and Yellin 2007). EA artefacts such as as-is and 
to-be diagrams can help to investigate how much of the initial problems were addressed. Furthermore, 
EA people can assess the transformation outcomes using the perceptions and behaviours of different 
stakeholders (Wheeler 2002), while interacting with them.  
 Synergy in EA-enabled Business Transformation Capability  
Synergy is defined using the enablers and mechanisms that are required for the emergence of EA-ena-
bled business transformation capabilities. We adapt the concept of synergy from Asadi Someh and 
Shanks (2013a) to understand the enablers and mechanisms that underlie the emergence of EA-enabled 
business transformation capability. The enablers of a synergistic interaction refer to the factors that fa-
cilitate the emergence of new capabilities. Mechanisms are the activities that take place among resources 
to realize their potential synergy. Descriptions of the enablers and mechanisms of synergy between EA 
service provision capability and business transformation capability follow.  
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3.2.1 Enablers of Synergy 
Compatibility is achieved when resources are capable of seamlessly working with each other (Nevo and 
Wade 2010). The compatibility of EA capability with business transformation capability requires that 
enterprise architects understand the transformation requirement and processes and can communicate 
with the business transformation people about their artefacts, approaches and goals. Similarly, it requires 
business transformation people understand the EA outputs, terminologies and can take actions based on 
EA artefacts and representations. Compatibly ensures that people from both areas share a common lan-
guage and can effectively communicate. 
Integration effort is the effort of management to bring systems (people, processes, or technologies) to-
gether, support and guide their interaction congruent with organizational goals (Nevo and Wade 2010). 
The integration effort of management acts as a catalyst in initiating, supporting and guiding the interac-
tion between enterprise architects and business transformation people. Without this effort, business 
transformation people may not change from their traditional processes to EA-enabled transformation 
processes. For this, management should believe in EA and establish common goals and agreed ways of 
working between people from the two areas and finally support their interaction (Foorthuis et al. 2010).  
3.2.2 Mechanisms of Synergy 
We distinguish between complementarity and boundary spanning mechanisms (Asadi Someh and 
Shanks 2013a). Complementary mechanisms refer to the processes and activities by which resources 
are combined to enhance and complement each other’s functionalities and include reinforcement, flank-
ing and compensation (Ferratt et al. 2012). Reinforcement requires that enterprise architects and business 
transformation people work together and critically contribute to each other’s effectiveness (Ferratt et al. 
2012; Horgan and Mühlau 2006). EA capability can reinforce business transformation capability by 
providing and communicating about EA artefacts that will engage and inform different stakeholders 
during the transformation. Flanking mechanisms occur when EA capability creates conditions that ena-
ble business transformation capability to improve its effectiveness (Ferratt et al. 2012). For example, 
EA capability can guide business transformation processes by providing governance of the projects, 
activities and responsibilities. In the case of flanking, EA capability just provides the input (e.g. govern-
ance structure) for business transformation people, rather than engaging with them to accomplish organ-
izational tasks. In the case of compensation mechanisms, EA capability can block or diminish the neg-
ative effects of business transformation capability with respect to organizational goals (Ferratt et al. 
2012; Wade and Hulland 2004). EA people can consistently work with business transformation people 
and other stakeholders of the transformation to ensure that the people, projects and activities are aligned 
with the overall business strategy (Foorthuis et al. 2010).  
Boundary spanning mechanisms refer to the processes and activities that help people and artefacts to 
bridge the knowledge gap between domains and make a shared field for interaction (Wegner 1999) and 
include embeddedness, learning and influence. Embeddedness occurs when EA people create social ties 
with business transformation people based on familiarity, trust and commitment (Foorthuis et al. 2010; 
Granovetter 1985). These social ties connect people in the two areas, enabling them to collaborate, share 
knowledge and develop social capital. The Learning mechanism helps individuals from the EA and 
business transformation areas to learn from their social environment. This mechanism helps enterprise 
architects and business transformation people to sense the environment and exploit the opportunities 
offered to them (Chellappa et al. 2010; Venkatesh and Bala 2012). The influence mechanism pushes 
individuals to conform to norms, traditions and social expectations (Venkatesh and Bala 2012). Based 
on this mechanism, EA people can encourage the business transformation people to comply with their 
rules, structures and values (Foorthuis et al. 2010). Further, people from the EA and business transfor-
mation areas can develop a shared mental model through their interactions and become aware of each 
other’s plans and reactions.  
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4 Research model  
The research model (presented in Figure 1) is based on the concept of synergy, and explains how EA 
capability synergizes with business transformation capability to ultimately create organizational bene-
fits. The synergistic interaction between EA capability and business transformation capability gives rise 
to EA-enabled business transformation capability, which can contribute to transformation outcomes and 
organizational benefits. The level of environmental turbulence will influence the transformation out-
comes created from EA-enabled business transformation capability. The definition of the constructs are 
summarised in Table 1 and hypotheses follow. 
 
 
Figure 1.  Organizational Benefits from EA-enabled Business Transformation Capability 
 
EA Capability The extent to which enterprise architects are able to communicate an inte-
grated representation of an organization’s business and IT landscape using 
the organization’s EA artefacts, together with guidance and roadmaps to 
achieve the organization’s desirable state. 
(Frampton et 
al. 2015) 
Business 
Transformation 
Capability 
The extent to which organizations change organizational resources by iden-
tifying transformation options, matching them with economic opportunities, 
executing selected business transformations and assessing their value. 
(Wheeler 
2002) 
Synergy The extent to which EA capability and business transformation capability are 
(1) compatible and integrated, (2) complement each other using reinforce-
ment, flanking and compensation and (3) span their boundaries using learn-
ing, embeddedness and influence mechanisms. 
(Asadi Someh 
and Shanks 
2013a) 
EA-enabled 
Business 
Transformation 
Capability 
The extent to which organizations are able to use EA for (1) asset sharing 
and (2) reconfiguration and renewal of organizational resources. 
(Bernard 
2005) 
Transformation 
Outcomes 
The volume and effectiveness of (1) sharing and reuse of existing resources 
to exploit efficiencies, (2) reconfigurations of resources to create new capa-
bilities. 
(Foorthuis et 
al. 2010) 
Environmental 
Turbulence 
The extent of uncertainty or unpredictability in consumer preferences due to 
technology developments or market changes. 
(Pavlou and 
El Sawy 
2006) 
Organizational 
Benefits 
The extent to which organizations achieve agility, flexibility and business-
IT alignment and process improvement by leveraging EA in business trans-
formations. 
(Lange et al. 
2015) 
Table 1.  Definition of constructs in the research model 
Synergy 
EA-enabled Business 
Transformation     
Capability 
Transformation 
Outcomes 
EA Capability  
Business 
Transformation 
Capability  
Organizational 
Benefits 
Environmental       
Turbulence H2 
H1 
H3 
H4 H6 
H5 
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 Hypotheses Development  
The hypotheses highlight three aspects of the research model: (1) emergence of EA-enabled business 
transformation capability, (2) creation of transformation outcomes and the moderating role of environ-
mental turbulence and (3) creation of organizational benefits.  
4.1.1 Emergence of EA-enabled Business Transformation Capability 
Three variables influence the EA-enabled Business Transformation Capability construct: Business 
Transformation Capability, EA Capability, and Synergy.   
Business Transformation Capability is a first-order capability that helps to develop EA-enabled Business 
Transformation Capability by providing four set of sub-capabilities required for resource reconfigura-
tion. The four sub-capabilities for business transformation include (1) identify new IT-enabled business 
options, (2) match these with economic opportunities, (3) implement selected  transformation solutions 
and (4) assess value (Wheeler 2002). These capabilities are essential in resource configurations. Hence, 
we hypothesize that:   
H1: Business Transformation Capability has a positive effect on EA-enabled Business Transformation 
Capability. 
EA Capability is a first-order capability that helps to develop EA-enabled Business Transformation Ca-
pability by (1) creating high-quality EA artefacts including representations of the current and future 
business processes, capabilities, data, IT applications and IT infrastructure, (2) by communicating the 
business and IT landscape with transformation people and building trust, and (3) providing roadmaps, 
principles, standards, guidance and governance for change and transformation (Boh and Yellin 2007; 
Frampton et al. 2015; Lange et al. 2015; Tamm et al. 2015). High-quality EA capability can augment 
the four capability areas required for business transformation (for details refer to Section 3.1). Hence, 
we hypothesize that:  
H2: EA Capability has a positive effect on EA-enabled Business Transformation Capability. 
Synergy enables the development of EA-enabled business transformation capability by (1) ensuring that 
the EA service provision capability and business transformation capability are compatible and inte-
grated, (2) complement each other using reinforcement, flanking and compensation mechanisms and (3) 
span the their boundaries using learning, embeddedness and influence mechanisms (Asadi Someh and 
Shanks 2013a, 2013b). The synergy ensures that the first-order EA Capability and Business Transfor-
mation Capability are properly combined, leading to higher-order EA-enabled Business Transformation 
Capability. The emergent EA-enabled Business Transformation Capability encompasses capabilities 
that are informed by EA capability (for details refer to Section 3.1). We hypothesize that: 
H3: Synergy between EA capability and business transformation capability has a positive effect on EA-
enabled Business Transformation Capability 
4.1.2 Creation of Transformation Outcomes and the Moderating Role of Environ-
mental Turbulence  
The EA-enabled Business Transformation Capability is a higher-order transformation capability formed 
from the synergistic interaction between EA capability and business transformation capability (Burton-
Jones et al. 2014). EA-enabled Business Transformation Capability encompasses new and extended 
capabilities that the EA capability and business transformation capability do not individually possess. 
The emergent EA-enabled business transformation capability can leverage EA to identify IT-enabled 
transformation options, prioritize them, implement them and assess their impact. The EA-enabled capa-
bility can empower organization to initiate, implement and assess transformations, leading to increased 
Transformation Outcomes. Transformation Outcomes include the level and effectiveness of (1) asset 
sharing and reuse, and (2) resource integration and reconfiguration. Asset sharing and reuse occur as a 
result of exploiting existing resources. Resource reconfiguration result from new resource combinations 
and building new systems and capabilities (Bernard 2005; Teece et al. 1997).  
H: EA-enabled Business Transformation Capability has a positive impact on Transformation Outcomes. 
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In addition, we argue that the impact of EA-enabled Business Transformation Capability on Transfor-
mation Outcomes is more pronounced in higher levels of Environmental Turbulence. In turbulent envi-
ronments there is a constant need or opportunity for resource reconfigurations that lead to developing 
new capabilities and systems rather than exploiting existing resources for efficiency purposes (Pavlou 
and El Sawy 2006; Teece et al. 1997). Resource reconfigurations can help organizations to keep up with 
external changes and compete with their rivals. This can ultimately increase the number and effective-
ness of transformations.  
H5: Environmental Turbulence moderates the relationship between EA-enabled Business Transfor-
mation Capability and Transformation Outcomes.    
4.1.3 Creation of Organizational Benefits 
EA-enabled Business Transformation Capability can indirectly create Organizational Benefits. Im-
proved resource utilization in terms of both reuse and reconfiguration of resources can lead to increased 
business-IT alignment, process improvement, organizational agility and organizational flexibility 
(Frampton et al. 2015; Lange et al. 2015; Tamm et al. 2011, 2015). We argue that Transformation Out-
comes will positively influence Organizational Benefits. 
H6: The level of Transformation Outcomes has a positive impact on Organizational Benefits.  
5 Conclusion and Further Work 
This paper proposed a model that explains how EA capability can synergistically interact with business 
transformation capability to develop higher-order EA-enabled business transformation capability. The 
synergy between EA and business transformation capabilities is realized when they are compatible and 
integrated, they can span their boundaries and complement each other. The emergent EA-enabled busi-
ness transformation capability encompasses four capabilities, derived from NEBIC, that are enabled and 
informed by EA artefacts and communication capabilities between EA people and business transfor-
mation people. The enablers and mechanisms of synergy provides managerial guidance on how to syn-
ergistically accommodate EA people and artefacts in relation to other resources and achieve benefits. 
The research model can also help to justify the business value of EA investments.  
This is a research in progress paper, and future research plans include conducting (1) case studies to 
better understand the constructs and the relationships underlying the propositions in the model, and (2) 
a survey to develop detailed measures for constructs and test the model. This mixed-method research 
approach supports both gaining deep insights to develop useful theories and confirmation of the insights 
in different natural settings (Neuman 2006; Venkatesh et al. 2013). The purpose of conducting mixed-
method research is “developmental” (Venkatesh et al. 2013). The inferences made in the qualitative 
study will inform the quantitative study. The objective of conducting case studies is to understand the 
underlying mechanisms undertaken by organizations to combine EA capability with business transfor-
mation capability to achieve synergy. We will conduct semi-structured interviews with both enterprise 
architects as well business transformation managers. The findings will also help to refine and validate 
measurement items for constructs in the research model. The objective of the cross-sectional survey is 
to evaluate the impact of synergy in attaining business value from EA capability in a large sample of 
organizations. This is consistent with the business value of IT literature that has attempted to link IT 
resources and capabilities to business value (Kohli 2008). We will adopt and adapt measures where 
relevant instruments exist. Otherwise, we will develop measures by generating items to represent the 
constructs, ensuring the validity and reliability of the constructs, specifying the measurement model and 
refining and validating the measures through pre-testing and pilot-testing the survey (MacKenzie et al. 
2011). We will survey both enterprise architects and business transformation managers in large Austral-
ian organizations.  
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